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ABSTRACT

| t has been recogni zed in many conpani es and

or gani zations,
this one included, that they have not used all of their assets
to their fullest potential. Yet they do not set out or put
forth the effort to identify where they are in relation to
where they could be.

The purpose of this research project was to evaluate the
organi zational culture of the Union Township Fire Departnent.

This was done to identify its current climte as well as
understand needs, priorities, weaknesses, strengths and at
| east lay the foundations to which further research could be
done at a later date to nmeasure change and nake
recommendati ons for change as necessary.

An eval uative research procedure was used to analyze the
current organizational climate. This was done through surveys
of enployees of the departnent. In conjunction with the
survey, a literature review was conducted. Foll owi ng the
survey, a baseline of the organization would be devel oped t hat
would give a snapshot in time reflective of where the
organi zation was at that tine. From that baseline, and with
information from the |literature review, plans could be
devel oped for future organizational change and devel opnent.

Research issues to be addressed included the follow ng:



1. \What was the organizational culture of Union Township

Fire Departnent?

2. What were the major strengths and weaknesses of the

or gani zation?

3. Establish a baseline from which future nmeasurenents

can be eval uat ed agai nst.

4. \What are the recommendations for change, if needed?

Surveys were given to all enpl oyees within the

or gani zati on.

This included adm nistration, managenent and |ine personnel.
These surveys evaluated the organization in four separate
subsystens which included technical, goals and val ues,
structural and psychosoci al / manageri al subsystens.

Aliterature review for information was conducted through
| ocal libraries as well as the Learning Resource Center of the
Nati onal Fire Acadeny.

The results of the survey indicated that the organization
was average in the four subsystens. Through the literature
review in conjunction with the surveys it indicated a weakness
in getting the nost out of our nost valuable resource - our
per sonnel .

Recomendati ons were made to continue with some of the
exi sting programs but expand them Tabul ati on of the survey

results form a baseline for which future research could be



conpared to hopefully chart progress. Priorities of target
areas within the organization in order of inportance included
psychosoci al / managerial, followed by structural, goals/values
and finally technical. Addressing in order of priority shal

enhance overall team building and devel opnent. Enphasi s of

teammrk in

problem solving and rewarding those who work hard to reach

organi zati onal goal s.
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| NTRCDUCTI| ON

The fire service has historically been viewed as a group
of strong bodied personnel that rushed to energencies wth
swi ngi ng axes, cutting holes in roofs and running into burning
bui | di ngs. Their custonmers were the public they served to
protect from the ravages of fire. They have 1ong been
concerned with their public image by their customers because
it was only through their support that the fire departnent
exi st ed. Li ke many other businesses, little to no effort or
enphasis was placed on the internal custoners, nanely the
enpl oyees of the departnment, to evaluate the internal climte
of the organization which is inportant especially in the
rapidly changing tinmes of today's fire service.

The purpose of this research project was to evaluate the
organi zational culture of the Union Township Fire Departnment.

This was done to identify its current <climte as to
under st and needs, feelings, opinions, priorities, weaknesses,
strengths and at |east establish a foundation to which further
research could be done at a later date to neasure change.
Furthernore, to make recommendations for positive change if
necessary.

An eval uative research procedure was used to anal yze the

current organizational climate. This was done through surveys
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of the enployees of the departnment. A literature review was
al so conduct ed. Following the survey, a baseline of the
departnment was established and using information obtained from
t he literature review plans coul d be devel oped for

organi zati onal change and devel opnent.

Research issues to be addressed included the follow ng:
1. \What was the organizational culture of Union Township
Fire Departnent?
2. What were the major strengths and weaknesses of the
or gani zation?
3. Establish a baseline from which future neasurenents
can be eval uat ed agai nst.

4. \What are the recommendations for change, if needed?

BACKGRCOUND AND Sl GNI FI CANCE

Union Township, Clernont County has had a rapidly
changing Fire and EMS service delivery systemto go along with
the rapidly changing growth of the community. From 1942 to
Septenber of 1990 |ife safety services were provided by two
privately owned and operated fire departnents that contracted
with the township to provide Fire and EMS delivery. This was

acconmplished through traditionally predom nately vol unteer
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or gani zations.

This community began to see very rapid growh which
translated into a drastic increase in demand for service.
Unable to keep pace with volunteers, paid full-time personnel
were gradually added which hel ped neet the demands but was a
maj or hit on the budgets. As the financial constraints were
getting much tighter, the regular replacenent of equipnment and
vehi cl es was unable to occur as larger and |arger portions of
the the budget went towards enpl oyee costs.

In Septenber of 1990, the township made a decision to
take over the Fire Departnment. The two private organi zations
di sbanded and one public agency was started. The growth and
demands continued while this newWly formed departnent was
maki ng responses out of vehicles that were in sone cases 25-30
years ol d. In 1993 an additional operating l|levy was put
before the voters for additional personnel and the nuch needed
replacenent of aging equipnment and vehicles. This |evy
fail ed.

In 1995 a simlar levy was placed on the ballot and
passed which allowed for major upgrades in tools, equipnment,
vehicles and the addition of personnel. The departnment went
from ol der, out dated technology to state-of-the-art tools of
t he trade.

As a result of all the rapid significant changes in a

relative short time frame the question was "what is the
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organi zational <culture currently of this fire departnent?”
Looking specifically at the key organizational subsystem of
Kast & Rosenswi eg Systens Mddel, the subsystens that make up
an organization (technical, goals & values, structural and
psychosoci al / managerial) where did the organization stand?
(USFA 1996, pg 2-5)

Change is easier said then done. VWhenever we try to
change an environnment, work place, routine or the services we
provide, this inevitably creates a lack of stability within
t he organization. Since any organization is its people it
creates anxiety and a lack of stability to the people as well.

In the fire service specifically, the status quo, a sense of
per manence and tradition, has been the backbone of the culture
and a constant for many organizations.

According to Bruegman (Fire Chief, April 1997, pg 86) if
we don't position ourselves to be conpetitive in the future,
the forces of change will conme externally, from outside our
organi zations and the fire service, and not internally where
we can better influence the outcone.

The veil has been lifted fromthe public sector and the
demands and expectations of the people we serve on a day-to-
day basis are nmuch higher than they' ve ever been. As we
manage organi zational change, it is crucial that we understand
our organizations' cultures and how they affect the change

process.
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When cultures and strategies clash over change initiated
i nside the organization, invariably the culture will wn out.
If the organization's culture does not enbrace the change

initiated, the overall change efforts will struggle and fail

The other side of the coin is when the change is
externally notivated which places organizations and their
people in the nost vul nerable position. If the change is
externally notivated, whether it is political, econom cal or
service driven and the organizational culture doesn't enbrace
it, the organization is in a position where it nmay not
actually survive.

We've seen this countless tinmes whether it be an effort
to privatize a public-sector departnment to save nobney or a
consolidation occurs. When the organization's culture doesn't
enbrace the <change, the change effort doesn't fail, the
organi zation and its culture does.

The time imrediately preceding the 1990 public agency
departnment is a very realistic case in point. The culture of
the two private organi zations was such that when approached by
the public-sector officials who they contracted with and who
controlled the public funds asked for nore accountability,
their lack of cooperation was the beginning of the end of the
private not-for profit fire departnents in the township

More recent was the passage of the operating levy in
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1995. The general public demands for explanation and
understanding of the need for additional nonies/taxes. A
failure to adequately educate the public was a definite
contributing factor to a failed levy two years earlier. Rest
assured if the prom ses nade during the canpaign to pass the
| evy such as updating tools, equipnment, vehicles and expanded
services, additional personnel, better response times and
i nprovenent in the overall safety for the community do not
occur the organization will suffer in the future.

This research project ties directly into not only the
previ ous Executive Fire O ficer Program course of Executive
Leadership but the previous three courses, Advanced Leadership
| ssues in Enmergency Medical Services, Strategic Managenent of
Change and Executive Devel opnent. The Executive Leadership
course included nodules in The Managenent Process, Devel oping
Self as a Leader, Managing Miltiple Roles, Devel opi ng
I nfluence Skills, Fostering Creativity and I nnovati on,
Assessing Organizational Culture, Being in Transition and
Managi ng Change. (USFA Executive Leadership, 1996)

The Advanced Leadership in Enmergency Medical Services
Course included nodules in Leadership, Quality Managenent,
Cust oner Servi ce, Human  Resour ces, Publ i c | nformati on,
Education and Relations, as well as Current Issues and
Net wor ki ng/ Political Influence.

Strategi c Managenent of Change included using the change
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managenent nodel by first anal yzi ng t he exi sting
organi zational culture and assessing what if any changes need
to be made. Secondly, take the information gained in the
analysis to formulate a plan designed to bring about any
desi red changes. Thirdly, to inmplenent the procedures and
strategies detailed during the planning stage and assure that
they are executed and behaviors nost Ilikely to insure a
successful inplenmentation perforned. And lastly, once the

changes are inplenented to continuously systematically nonitor

it to assure it is working as anticipated. This 1is
acconplished through continuous eval uation and hopefully
institutionalism (USFA, Strategic Managenent of Change,
1996)

Executive Devel opnment included nodules on Wrking as a
Team Probl em Sol ving, Follow ng and Leading, Marketing in the
Public Sector, Organizational Change and Devel opnment, OQutside

Perspectives: Elected Oficial and City Manager, and Service

Quality.
All  of these references were wused in analyzing the
current organi zational culture of the departnent, identifying

t he organi zational subsystems, using the change nodel to make

and eval uate recommendations and strategies for the future.
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LI TERATURE REVI EW

The literature review began with a search of material

avai |l abl e through the Learning Resource Center of the National

Fire Acadeny. In addition, it consisted of available
resources used in local fire departnent libraries as well as
publi cations made avai l abl e t hr ough t he I nt er nati onal

Associ ation of Fire Chiefs (ICHIEFS).

Local governnment in Anerica is on the verge of nonunental
change. Admi nistrators, elected officials and agency nanagers
from comunities both large and small have seen the future
defined with a vision so conplex that it has its own
vocabul ary. Wrds |ike enpowernent, re-invention and re-
engi neering are nore that buzz words, they foretell a future
of public managenent that is nore innovative, conpetitive and
custonmer oriented than anything we have known in the past.

Thi s novement i's al r eady havi ng unprecedent ed
inplications on the fire service. Critics are paying nore
attention to their fire departnments and in nany cases are
exploring conpletely new managenent i deas. (I CH EFS 1993, pg
1)

The ability to foster an organizational climte that
manages change productivity is nore inportant now than any
other time in the history of the public sector. The ability

for an organization to do this is directly related to its
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cul ture. Many, many references to change, change nmanagenent,
organi zati onal change were found in the literature review.

Many of us are still playing by the same set of rules we
used twenty years ago according to Bruegman. (Fire Chief, July
1997) As we go into the 21st century, leading wll be about
| eadi ng organizational transition, about enpowernment and
| eadi ng people outside of their paradigns. It will be about
change.

As we navi gate organi zational change, it is crucial that
we understand the organi zation's cultures and how they effect
t he change process. Whether a change is initiated frominside
or outside an organization, culture plays a part in how it's
processed, accepted and ultinmately dealt with (Bruegman, Fire
Chi ef July 1997, pg 86-87).

The problem of a changing work environnment is causing
fire departnents to wuse alternate nethods to neet the

expectations of its' custoners. These nethods wll require
the organizational «culture to change in order for fire
departnments to be effective in a changing environnment.
(Turnstall, March 1997)

Today's executive fire officers are finding thenselves
imrersed in a cultural revolution. Nornms and traditions are
being tested as new nmanagenent styles and attitudes in the

fire service are being inplenmented. Young people entering the

fire service want nmore than a career with a pecking order
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dependent wupon time and tenure. The culture of the fire
departnment, as in society, is changing fast. Fire Chiefs are
asked to do more for less and to be nore accountable to
taxpayers and city fathers. Dealing with the culture of a
departnment needs to be addressed for the welfare of those who
must work as a team and who wish to perpetuate the fire
service culture as a helping, caring and professional service
to those in need. (Monroe, August 1997)

Additional literature referenced the grow ng nunber of
changes being forced on the fire service by the changing world
around us. The ability to change nust become a nore natural
and a fundanentally easier task to perform This research
effort was to find if an elenment exists within the basic
organi zation which would be identified as being able to ease
t hese change processes. The research was centered around one
of the very basic elenents of an organization, the culture, to
determine if the culture could have such an inpact on the

organi zation's ability to change. (Parker, USFA Feb 1997)

Parker further indicated, as did many others in this
literature review, that there was a strong correlation between
the culture and the climte within the organization and the
organi zation's ability to change. From these results, it was
hi ghly recomended that fire service organizations devel op

very strong understandings of their organizational cultures
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and cli mates. The ability to align change efforts with the
change positive climte and cultural elenments that exist wll
ease the adoption of change.
Numerous articles, papers and reports enphasized the
i nportance of today's fire service to break from stereotypes
and traditions and change to survive, |et alone be successful.
Not only to change but cultivate a climte or culture that
wel cone change not only today but in the future as well.
These findings and observations of the woirk of others
seriously enphasized the inportance to this organization to
evaluate its current status. The timng here was probably
nore inportant due to the fact that it was a rapidly grow ng
community, rapidly growing fire departnment, and wth the
recent passage of the operating |levy nuch needed to play catch
up but also to prepare for service delivery needs of tonorrow.
Many of the questions and <concerns raised by other
researchers were directly related to the organizationa
culture they were dealing with. So the logical first step for

this organization was to try to establish a baseline.
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PROCEDURES

The procedures that were used in compiling this report
consisted of a literature review and survey. The literature

review was conducted at the Learning Resource Center of the

Nati onal Fire Acadeny, Emmtsburg, MD as well as reference
materials used in the fire departnment library, along wth
materials nmade available through the library of t he

| nt ernati onal Association of Fire Chiefs.
The literature review was |limted to current (1993 to
present) topics related to organizational change and culture.
As a result of the literature review and the noted inportance
of understanding the existing internal culture, a survey was
developed to attenpt to establish and define the current
organi zational culture of Union Township Fire Departnment.
Using the Kkey organizational subsystens as outlined in
t he Kast and Rosenswei g System Model (USFA March, 1996) as a
starting point, questions were fornmulated in each of the five
subsystens that nmeke up an organization. Nanmely these were
Technical (first 4 questions), Goals and Values (next 3
questions), Structural (following 4 questions), Psychosoci al
and Managerial (remaining questions). This survey requested
the respondents to evaluate the current organi zation. Thirty
seven questions were listed related to the five subsystens and

they were rated from 1 = strongly disagree, 2 = slightly
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di sagree, 3 = agree, 4 = noderately agree, and 5 = strongly

agree. (Appendi x A)

There were fifty surveys initially sent out. Thirty one
were returned. Al'l  current enployees were polled which
included part-tinme, full-time, line officers, mddle and upper
managenent .

The survey results were tabul ated according to the four
separate subsystens they were designed to evaluate. The
psychosoci al and managerial subsystems were conbined due to
the fact that the nature of the questions nmde it too
difficult to separate the categori es.

Due to tinme constraints of this project, it was limted
to this survey. Additional surveys could be conducted by job
classifications or to see if the results differ as to where
the respondents are on an organizational chart, |evel of

responsibility, shift, station etc..

RESULTS

The results of this research project came from the
conpr ehensi ve evaluation of all data collected. The survey in
conjunction with the literature review evaluated the research
guestions which asked; What was the organizational culture of

Union Township Fire Departnent?, what are the strengths and
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weaknesses of t he or gani zation?, and what are t he
recommendati ons for change, if needed?

Looking strictly at the survey results from the 31
guestionnaires returned, the results tabulated as follows:
Technical - 3.6 Goal s and Values - 3.5
Structural - 3.5 Psychosoci al / Managerial - 2.8

Al t hough the actual results are not statistically
significant, when conpared with the findings in the literature
review, the results seem nore inportant.

In addr essi ng t he first research guesti on, in
consideration for all of the changes that have occurred and
are continuing to happen the organizational culture is such
that it is accepted it adequately, therefore, an average score
overall of a 3.23 . Looking at it closer, it would revea
t hat possibly, the organi zati on has done a better job with the
technical 3.6 and goals/values 3.5 subsystem than on the
people side of the organization, structural 3.0 and
psychosoci al / managerial 2.8. (Appendi x B)

It is inportant to define the subsystem according to the
nodel (USFA March, 1996). Techni cal subsystens included;
know edge, techniques, rules, equipnment and facilities. Goals
and Val ues subsystens included; overall goals, unit goals and
i ndi vi dual goal s. Structural subsystens included; tasks,
units, work flow, authority, comrunication and informtion

flow, rules and procedures. Psychosoci al / Manageri al
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subsystens included; planning, controlling, philosophy and
| eadership style, human resources, attitudes, perceptions,
notivation, interactions, group dynam cs and organizational
climte.

Wth these results and the identified strengths and
weaknesses, a baseline had been established. Again due to the
time constraints, changes could not be made in time to re-
evaluate for this project but definite recomendations could
be made. These should then be measured with a simlar survey
in the hopes to chart progress.

Appendi x A is a sanple survey form of what was used.

Appendi x B is a tabulation of the average results in each

subsystem

DI SCUSSI ON

The results of this research paralleled that of many
others that were reviewed. Simlar projects indicated the
establ i shnent of a baseline from which future measurenments can
be made (Harlow, July 1994). This in both this project and
Harl ows has to be an inportant initial step. Al t hough nost
organi zations feel that they have at |east a basic, general
idea of how things are, it is a mjor mstake to assunme you

know where you are wi thout posing the questions and aski ng.
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Ot her researchers like (Turnstall, USFA March 1997) not
only addressed the internal issue of Wat was the current
organi zational structure?, but also What are sonme trends in
the work environnent that have inpacted the culture of
organi zations? Again as noted in this project, change in the

fire service is happening at a faster pace than in its

hi story. Al indications are that this wll continue at
probably even a faster speed. This necessitates change
friendly organizations. The culture of the fire departnent,
as in society, is changing fast. Enpl oyees want nore say in

the matters that directly affect their |ives and jobs. Nor s
and traditions are being tested as new managenent styles and
attitudes in the fire service are being inplenented. Deal i ng
with the culture of a departnent needs to be addressed for the
wel fare of those who nust work as a team and who wi sh to
perpetuate the fire service culture. (Mnroe, USFA August
1997)

The other area of inportance that was enphasized in both
this research and that of others dealt with the area where we
can inmpact the organization the nost but scored the |owest in,
that being in the area dealing with personnel. Judging from
the multitude of information in the findings of others, at
| east in part, directly rel ates to educati on and
conmuni cati ons. (Reed, USFA January 1997) Noted as a first

recommendation, in regards to reducing the resistance to
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change by enpl oyees, was to establish effective
conmuni cati ons. Many of the other literature reviewed
referenced openness of communi cation, team buil ding and shared
val ues and goal s.

The results of the research indicate that from a
technical or structural stand point we have done better than
with the psychosocial and manageri al aspects. Revi ewi ng the
later two would clearly indicate they pertain nore to the
human resource side of the culture where the first two dea
nore with technical, nechanical, buildings or tools and
physi cal environnment of the culture. This probably could have
been predicted due to the fact that prior to the passage of
the nost recent levy the tools of the trade, ie; equipnment and
vehicles, suffered greatly and fell way behind in replacenent.

| medi ately following the levy a major nove occurred that
totally upgraded equi pnent and vehicles to state of the art.
It is at that point that the initial survey was done.

The inplications to this particular organization is that
a snapshot of the organizational culture as it pertains to
t hese subsystens has been taken. This can serve as a baseline

to measure against in future studies. An enphasis needs to be

pl aced on those areas pertaining to manager i al and
psychosoci al . In part this should not only catch the other
areas but should exceed and maintain a high priority. My

interpretation as a result of +this project indicates an
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average acceptance to the current status of the organization
Average is not good enough in this current society of "do
nore for less" and continuous conpetition for resources and
service delivery. It would appear that concentration in the
areas of planning, controlling, philosophy and |eadership
style, human resources, attitudes, perceptions, notivation,
interactions, group dynam cs and organizational climte have
the potential to make an average organi zati on excel

(Hessel bein, 1996) relates that as inportant as it is for
| eaders to articulate their vision and val ues, what they say
must be consistent with the aspirations of their constituents.

Constituents also have needs and interests with dreanms and

beliefs of their owmn. |If |eaders advocate values that are not
that of the collective will, they will not be able to nobilize
people to act as one. Leaders mnust be able to build a

community of shared val ues. Their studi es showed that shared
val ues;

- foster strong feelings of personal effectiveness

- pronote high levels of loyalty to the organization

- facilitate consensus about key organi zational goals and

t he organi zation's stakehol ders

- encour age ethical behavi or

- pronote strong nornms about working hard and caring

- reduce levels of job stress and tension

- foster pride in the organization
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- facilitate understandi ng about job expectations
- foster teamwork and espirit de corps.
People tend to drift when they are unsure or confused

about how they ought to be operating. The energy that goes

into coping wth, and at times repeatedly debating,
i nconpatible values takes its toll on both personal
effectiveness and organizational productivity. Consensus

about short and long term values creates commtnment to where
the organization is going and how it's going to get there.
(Hessel bein, 1996) It is this shared vision and conm tnent
t hat noves an average organi zation to the status of a | eader

in its profession.

RECOVIVENDATI ONS

Several recommendations logically flowed fromthe results
of this research project. The first two involve the inportant
areas of communication and education. They are ainmed at
strengt hening the weaknesses and inproving the strong points
within the culture of the organization. Steps were
i mpl enmented to enhance the avenues of conmunication both up
and down throughout the organization. This included the use
of payroll notes. Informal information covering points of

interest, status of projects, personal acconplishnents etc..
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are conpiled into a handout and attached to the enployees
paychecks.

An additional step was to invite the fire fighters' union
president to attend round table discussions with all the
of ficers and managenment of the departnent once a nonth in an
attempt to bridge any perceived gap between |abor and
managenent . This was also done wth hopes to speed
conmuni cation throughout the organization.

Focus teans that were created approxi mtely one year ago
were decided to let continue and in some instances expand
their roles. This shall allow for nore input in decision
maki ng, additional buy in and shared ownership wth many
aspects of the departnent.

A new full time position of Training Coordinator was
created and is in the process of being filled. Routine daily
training and education is essential to not only inform the
personnel of changes in operations as well as technol ogy, but
conmmuni cating the reasons, benefits and necessity of these
changes.

Last, but not least, an organization is its people. This
entire project was undertaken in an attenpt to solicit the
i nput of our nost inmportant resource, our personnel, as to the
current culture and status of this organization. In this tine
of rapid transition both internally and in society as a whole

it is inmportant to keep a finger on the organizational
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cul ture. This should be done by continually nonitoring for
change. Repeat ed eval uati ons and surveys would be necessary
to neasure progress and channel efforts in the right

direction.
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April 16, 1998

Please fill out this survey and return it to Chief Deimling’s
mailbox prior to April 30th. Your input is appreciated in
defining the current organizational culture of the fire
department. Thank you!

Please use the following scale:

1-Strongly disagree
2-Slightly disagree
3-Agree
4~Moderately agree
5-Strongly agree

I have the basic knowledge to satisfactorily do my job

I have the appropriate tools and equipment necessary to do
my job

I have available to me the necessary
guidelines/rules/regulations to do my job

The facilities that I work out of are conducive for me to do
my job

I have clear and precise personal goals pertaining to my
career

My work group/shift/station has clear and precise goals
pertaining to job performance

I understand the overall goals, mission and vision of this
fire department

I understand the specific duties/tasks expected of my
position

I have the necessary authority to perform the
responsibilities of my position

The organizational matrix (chart) of the department is
clearly understood

The communications and information flow, both up and down
within the organization is effective and timely



Good performance is recognized

Appreciation is expressed when people perform well
My supervisor pays close attention to what others say
Supervision communicates a clear sense of priorities
Others listen for feelings as well as ideas
Supervisor: can be relied on

Follows through on commitments

Keeps promises

Acts in ways consistent with their words

Can be trusted

Respects people’s differences

Shows they care about others

Shows concern for the feelings of others

Treats others with respect, regardless of position
Makes others feel a real part of the organization
Creates opportunities for people to succeed

Designs situations that permit people to achieve their goals
Involves others in new ideas and projects

Helps others learn from mistakes

Values action over maintaining the status quo

My peers support my work efforts

Peers support each other to succeed as a team

I like to come to work

I am rewarded adequately for my efforts

I am motivated to perform at an acceptable level

My peers are adequately trained to do the job

Thank you for your time and effort to complete this survey
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SUBSYSTEM

Technical Subsytem

Goals & Values Subsystem
Structural Subsystem

Psychosocial &
Managerial Subsystem

Index

Strongly Disagree
1

SURVEY RESULTS

AVERAGE SCORE

Strongly Agree
5
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